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Introduction 

The  year  1986-1987  was  a  turning  point  in  the  Board  of  Regents1 
planning  effort  for  the  Massachusetts  public  higher  education 
system .   The  initiation  of  a  multi-year  systemwide  capital  planning 
and  construction  program  greatly  expanded  the  Board's  responsibil- 
ities for  both  long  range  policy  and  day-to-day  management. 
Further  steps  toward  integration  of  Regents'  oversight  and 
governance  processes/  particularly  a  closer  relationship  between 
planning  and  budgeting,  intensified  our  work  with  the  campuses. 
Additionally,  the  close  of  Fiscal  Year  1987  marked  the  fifth 
anniversary  of  the  Long  Range  Plan  for  Public  Higher  Education  in 
Massachusetts  (Phase  I)  and  the  commencement  of  a  new  cycle  of  long 
range  planning  at  the  system  and  institutional  levels.   In  response 
to  these  demands  upon  the  Board  the  new  Chancellor,  Franklyn  G. 
Jenifer,  reorganized  the  Regents'  staff  with  an  emphasis  on 
improved  internal  coordination  and  strengthened  policy  and  planning 
capabilities. 

The  Capital  Plan 

The  report,  "Foundations  for  Excellence,"  adopted  by  the  Board 
of  Regents  last  November,  represents  the  first  statewide  capital 
outlay  plan  in  the  history  of  Massachusetts  public  higher 
education,  and  the  Board's  broadest  and  most  intensive  planning 
effort  since  the  development  of  the  initial  long-range  plan 
[Appendix  A] .  More  than  a  facilities  plan,  it  is  a  comprehensive 
strategy  aimed  at  achieving  academic  excellence  at  the  campus  and 
system  levels.   It  is,  in  the  words  of  Chancellor  Jenifer,  "a  key 
to  making  our  system  the  best  in  the  country." 

The  seven-  to  ten-year  plan,  totaling  $954  million,  is  designed 
to  strengthen  the  system  in  general,  and  to  reinforce  the  ability 
of  each  campus  to  carry  out  its  distinctive  mission  of  service  to 
the  Commonwealth.   For  the  universities,  it  stresses  investments  in 
research  and  graduate  education.   For  the  state  colleges,  campus 
renewal  and  new  construction  where  necessary  will  bring  their 
facilities  up  to  modern  standards  and  equip  them  for  the 
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comprehensive  program  array  they  now  offer.   The  goal  of  ready 
access  to  quality  higher  education  through  our  community  colleges 
will  be  enhanced  both  on  existing  campuses  and  through  extension  of 
services  to  currently  underserved  urban  areas.   In  addition,  the 
plan  includes  a  comprehensive  preventive  maintenance  program. 

The  plan  is  based  on  a  review  of  physical  plant  conditions  and 
needs  throughout  the  system  conducted  by  the  Regents  in  collab- 
oration with  the  Division  of  Capital  Planning  and  Operations  and 
the  Budget  Bureau  of  the  Executive  Office  of  Administration  and 
Finance,  and  with  the  public  colleges  and  universities.   On 
February  26,  Governor  Dukakis  submitted  to  the  Legislature  a 
special  message  requesting  almost  $300  million  in  capital  outlay 
funds  to  implement  the  first  phase  of  the  program. 

This  is  the  first  major  capital  initiative  in  the  history  of 
the  Board  of  Regents;  and  it  has  important  implications  for  the 
organization  itself  as  well  as  for  the  public  higher  education 
system.   The  magnitude  of  higher  education's  capital  needs  requires 
a  new  distribution  of  planning,  management,  and  oversight 
responsibilities.   Over  the  past  18  months  the  plan  has  absorbed 
the  efforts  of  staff  members  from  all  our  divisions.   In  order  to 
continue  to  carry  out  its  responsibilities  in  this  area,  the  Board 
has  reallocated  resources,  and  has  requested  and  received  through 
the  FY88  budget  an  additional  physical  planning  position  for  the 
Regents  and  engineering  positions  on  the  campuses.   The  ultimate 
success  of  the  program  will  depend  upon  Legislative  support  and 
continued  development  of  our  effective  working  relationship  with 
DCPO,  the  agency  with  direct  control  over  the  construction  and 
management  of  state  facilities. 

In  July,  nine  months  after  "Foundations  for  Excellence,"  the 
inadequate  condition  of  American  higher  education's  physical  plant 
suddenly  became  front-page  news.   By  that  time,  Massachusetts 
already  had  its  plan  in  place,  a  plan  addressing  "bricks  and 
mortar"  issues  in  a  broad  context  of  academic  policy  and  goals. 
For  the  Commonwealth's  public  higher  education  system,  this 
national  problem  is  an  opportunity  for  national  prominence. 

The  New  Planning  Cycle 

In  June  1982  the  Board  of  Regents  adopted  A  Long  Range  Plan  for 
Public  Higher  Education  in  Massachusetts  (Phase  I) ,  which  laid  out 
the  governance  structure,  planning  context,  scope  and  mission  of 
the  system  of  public  colleges  and  universities,  and  described 
priorities  in  the  areas  of  access  and  academic  program  planning. 
At  the  same  time,  pursuant  to  its  enabling  legislation,  the  Board 
initiated  an  institutional  long  range  planning  process,  requiring 
each  public  college  and  university  to  develop  and  submit  for  review 
and  approval  a  five  year  comprehensive  plan  with  annual  updates. 
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In  1986-87  the  Board  began  the  second  cycle  of  campus  long- 
range  planning  with  a  two-year  strategic  decision  process  designed 
to  produce  new  comprehensive  institutional  plans  by  June  1988.   The 
new  planning  cycle  started  with  a  special  seminar  for  system 
presidents  and  trustees.   The  presenter,  President  Robert  C. 
Shirley  of  the  University  of  Southern  Colorado,  a  nationally- 
recognized  authority  on  strategic  planning  for  colleges  and 
universities,  stressed  the  importance  of  high-level  leadership  in 
setting  campus  direction  and  making  basic  decisions.   A  second 
session  was  held  for  planning,  fiscal,  and  academic  officers  from 
each  campus,  laying  out  expectations  and  procedures  for  the 
planning/budget  process  [Appendix  B] . 

In  June  1987,  following  guidelines  promulgated  by  the  Board 
[Appendix  C] ,  each  public  university  and  college  submitted  to  the 
Board  an  "Assessment  of  Current  Status,"  reviewing  its  present 
character,  image,  mission,  resources,  strengths,  and  weaknesses; 
and  a  "Delineation  of  Strategic  Decisions,"  laying  out  basic 
choices  and  general  long-range  goals  in  the  areas  of  mission, 
enrollment,  program  array/service  mix,  and  character.   As  in  prior 
years,  campuses  were  asked  to  frame  their  FY89  budget  requests  in 
the  context  of  their  planning  documents.   However,  the  major 
purpose  of  the  1987  submissions  is  to  provide  the  basic  direction 
for  the  full-scale  institutional  plan  to  be  developed  during  the 
next  year.   Campus  submissions,  including  Stage  I/Stage  II  planning 
documents  and  FY89  budget  requests,  are  being  reviewed  by  all  three 
Regents'  staff  divisions,  and  discussed  together  with  their 
counterparts  on  the  campuses. 

A  secondary  but  very  important  function  of  the  "Stage  I/Stage 
II"  planning  documents  prepared  by  the  campuses  in  1987  was  to  help 
the  Regents  identify  systemwide  planning  issues  to  be  addressed  in 
their  own  work.   The  Board's  enabling  legislation  mandates  that  its 
system  plan  "take  into  account  the  five  year  plans  submitted  by 
individual  boards  of  trustees."   This  could  not  be  achieved  in  the 
first  cycle,  because  the  Regents'  plan  laid  the  groundwork  for  the 
institutional  plans.   In  the  second  cycle,  the  preliminary  1987 
campus  submissions  provide  guidance  for  the  Regents'  staff  as  well 
as  for  institutional  planners  in  defining  issues  and  goals. 

The  Regents'  staff  review  of  campus  submissions  did  reveal  a 
number  of  issues  of  broad  concern.   Developmental  education  is  a 
particularly  pressing  problem  for  the  community  colleges  and  will 
become  even  more  challenging  as  growing  immigrant  and  minority 
populations,  and  Chapter  766  students,  place  increasingly  diverse 
and  difficult  demands  upon  these  institutions.   The  Regents  need  to 
assess  the  effectiveness  of  community  college  developmental 
education  programs  and  to  examine  mechanisms  for  targeting 
resources  at  those  institutions  serving  the  largest  numbers  of 
disadvantaged  students.   Nearly  every  long-range  plan  submitted  to 
the  Board  this  year  echoes  the  universal  conclusion  of  the  Regents' 
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program  reviews  that  improved  faculty  development  programs  are 
necessary  to  build  and  maintain  academic  quality  in  our  system. 
Many  plans  indicate  that  campuses  are  confronting  the  complex  issue 
of  General  Education;  about  half  of  the  four-year  institutions  have 
re-examined  their  core  requirements,  and  the  community  college 
institutional  reviews  focus  on  these  programs  this  year.   Although 
primary  responsibility  in  this  field  lies  with  the  campuses,  it  is 
bound  up  with  key  concerns  of  the  Regents:  defining  the  meaning  of 
degrees,  effective  transfer  articulation,  and  educationally  sound 
allocation  of  resources.   Graduate  education,  an  increasingly 
important  element  of  the  university  and  state  college  mission, 
requires  statewide  planning  and  policy  to  provide  adequate  service 
without  wasteful  duplication.   Clearer  policies  on  satellite 
campuses  would  balance  the  extension  of  convenient  access  to  higher 
education  with  assurance  of  academic  quality. 

Integrating  Planning  and  Budget 

The  closer  integration  of  planning  and  budgetary  processes  at 
the  Board  and  on  the  campuses  has  been  a  leading  concern  of  the 
Regents  for  some  time.   The  goal  is  to  foster  both  realism  in 
planning  and  breadth  of  vision  in  budgeting,  while  at  the  same  time 
promoting  effective  resource  allocation  and  accountability  in  the 
use  of  public  funds.   The  FY  1988  Regents'  budget  process, 
culminating  in  the  budget  passed  in  July  1987,  represents  another 
significant  step  toward  that  goal  of  integration. 

For  the  first  time,  the  Regents  in  FY88  made  system  and  campus 
management  the  highest  priority  in  the  budget.   Among  the  major 
requests  in  this  area  were  the  "compliance  unit"  described  below, 
the  Chancellor's  Reserve  fund,  and  a  number  of  new  resources 
recommended  by  the  interagency  task  force  on  capital  outlay;  these 
included  a  new  facilities  planning  position  at  the  Board  of 
Regents,  and  six  additional  engineers,  each  serving  two  or  more 
campuses,  in  the  system.   As  in  the  FY87  process,  campus  requests 
were  submitted  and  evaluated  in  the  context  of  institutional  plans. 
Moreover,  the  Regents'  budget  submission  to  the  Governor  [Appendix 
D]  was  closely  coordinated  in  philosophy  and  substance  with  both 
the  comprehensive  capital  plan,  "Foundations  for  Excellence,"  and 
the  Chancellor's  agenda  for  1987,  "The  Year  Ahead." 

Statewide  Program  Review 

One  of  the  most  important  initiatives  put  forward  in  the 
Regents'  1982  long  range  plan  was  the  periodic  statewide  review  of 
academic  program  offerings  in  various  fields  of  study.   The  first 
subject  reviewed  was  Engineering,  followed  by  Nursing,  Business 
Administration,  and  Teacher  Education.   The  review  of  Computer 
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Science  programs  at  public  and  independent  institutions  in  the 
Commonwealth  is  now  under  way.   These  reviews  have  proved  extremely 
helpful  to  campuses  and  to  the  Regents  in  arriving  at  decisions 
regarding  academic  program  development  and  budgetary  priorities. 
In  conjunction  with  special  reserve  funds,  the  reports  have  enabled 
the  Board  to  respond  quickly  and  effectively  to  identified  needs 
and  opportunities  for  improvement. 

In  1986-87,  the  Board  completed  the  Teacher  Education  review 
[Appendix  E],  and  began  the  review  of  Computer  Science.   Meanwhile, 
work  continued  on  implementation  of  the  recommendations  of  the 
review  of  Business  Administration  programs;  this  is  an  area  of 
particular  concern  both  because  of  the  unevenness  of  program 
quality  reported  by  the  review  team,  and  because  Business  is  the 
largest  single  field  of  study  in  the  public  system.   The  Regents 
have  organized  a  series  of  seminars  and  workshops  to  assist 
campuses  in  establishing  standards  and  upgrading  their  programs. 
In  addition,  two  of  the  task  forces  formed  in  response  to  the 
Chancellor's  "Year  Ahead"  agenda  address  concerns  raised  through 
the  program  review  process:  the  future  of  teacher  education,  and 
the  status  of  continuing  education  programs  in  the  state  system. 

The  beginning  of  the  new  planning  cycle  is  an  appropriate 
occasion  for  reconsideration  and  refinement  of  the  program  review 
process.   Nationally,  a  number  of  states  that  have  completed  a 
round  of  institutional  or  statewide  reviews  have  undertaken  reviews 
of  the  review  processes  themselves,  to  assess  their  effectiveness. 
The  compliance  unit  established  through  the  FY88  budget  will 
examine  how  well  state  funds  allocated  in  response  to  program 
review  recommendations  have  been  expended.   The  Regents'  Academic 
Affairs  Division  will  also  re-examine  other  aspects  of  the  reviews, 
and  propose  a  future  course  of  action  in  this  area. 

The  Year  Ahead  Agenda 

In  October  1986,  the  incoming  Chancellor  presented  to  the  Board 
"The  Year  Ahead:  An  Agenda  for  Excellence"  [Appendix  F] ,  proposing 
seven  specific  initiatives  to  advance  the  Regents'  overall  program 
during  calendar  year  1987.   Three  of  these  undertakings  —  task 
forces  to  study  reform  of  continuing  education,  improvement  of 
teacher  education,  and  a  long-range  plan  for  financial  aid  — 
represent  components  of  the  statewide  planning  process;  the  first 
two,  as  mentioned  earlier,  arise  directly  from  recommendations  of 
program  review  reports,  while  the  first  and  third  were  noted  as 
points  for  future  consideration  in  the  Phase  I  long  range  plan. 
[The  Board's  charges  to  these  task  forces  are  attached  as  Appendix 
G.]   All  typify  the  Board's  strengthened  emphasis  on  its  responsi- 
bilities as  a  statewide  policy-making  body. 
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Continuing  Education 

The  legislation  creating  the  Board  of  Regents  requires  that 
public  colleges  and  universities  conduct  their  summer  sessions  and 
evening  classes  "at  no  expense  to  the  Commonwealth."  Courses  and 
programs  offered  after  five  o'clock  in  the  evening  (with  certain 
exceptions)  operate  on  a  self-supporting  basis  through  Divisions  of 
Continuing  Education.   These  programs  therefore  have  an  anomalous 
status  within  each  of  the  colleges;  they  are  literally  separated 
out  from  what  the  college  considers  its  regular  programs.   In  a 
setting  where  public  funding  is  the  norm  and  state  rules  and 
contracts  provide  the  basic  personnel  structure,  state  support 
connotes  equal  status  for  programs,  faculty,  administrators  and  for 
students  as  well.   Lack  of  support  connotes  less  than  equal  status 
and  results  in  less  than  equal  attention.   Over  the  years,  as  a 
result,  scores  of  consultants  and  accreditation  teams  have  pointed 
to  serious  difficulties  with  DCE  programs,  particularly  in  the 
areas  of  program  cohesiveness,  student  services,  and  academic 
support.   In  the  judgment  of  critics  they  lack  consistent  quality 
because  they  do  not  have  full-time  faculty  regularly  assigned,  or 
sufficient  support  to  assure  continuity  and  to  provide  academic  and 
student  services. 

Once  convened,  the  Task  Force  on  Continuing  Education  quickly 
identified  State  College  graduate  programs  as  an  area  of  particular 
concern.   Though  smaller  than  the  other  two  components  of 
Continuing  Education  —  non-credit  offerings  and  part-time,  evening 
versions  of  undergraduate  programs  —  the  graduate  programs  pose 
distinct  and  pressing  problems.   The  Massachusetts  State  Colleges 
have  granted  graduate  degrees  for  more  than  half  a  century; 
graduate  education  is  recognized  as  a  fundamental  part  of  their 
mission  in  the  Regents'  Long-Range  Plan  which  calls  for  "a  quality 
system  of  graduate  education. . .available  to  everyone  who  seeks  and 
who  can  benefit  from  graduate  study."  Nevertheless,  these  programs 
remain  almost  entirely  self-supporting,  a  situation  which  has  drawn 
pointed  criticism  from  accreditation  and  program  review  teams. 
After  completing  its  interim  report  on  graduate  education,  the 
Continuing  Education  Task  Force  will  go  on  to  consider  issues  in 
noncredit  and  undergraduate  programs. 

Teacher  Education 

Growing  out  of  the  Regents'  statewide  review  of  teacher 
education  programs  and  the  national  concern  about  the  quality  of 
America's  schools,  the  Joint  Task  Force  on  Teacher  Preparation 
(JTTP)  was  created  by  the  Board  of  Regents  and  the  Massachusetts 
Board  of  Education  in  an  effort  to  improve  teacher  education  in  the 
Commonwealth's  colleges  and  universities.   The  group's  work  is 
guided  by  three  assumptions:  that  teaching  must  become  a  more 
highly  respected  and  valued  profession  with  greater  opportunities 
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for  professional  development;  that  today's  teachers  are  an  untapped 
resource  for  the  preparation  of  future  teachers;  and  that  the 
professional  education  of  teachers  requires  a  partnership  between 
schools  and  colleges. 

Teachers  today,  most  authorities  agree,  come  to  the  classroom 
with  serious  professional  weaknesses,  including  underdeveloped 
analytical  and  communication  skills,  inadequate  knowledge  of  both 
general  and  specific  subject  areas,  particularly  science  and 
mathematics,  and  a  lack  of  preparation  for  cultural  diversity  and 
changing  conditions  in  the  classroom.   Current  certification 
measures  do  not  adequately  ensure  that  teachers  are  adequately 
prepared,  and  there  are  few  incentives  to  attract  highly  qualified 
individuals  to  the  profession.   The  goal  of  the  Task  Force  is  to 
redesign  the  substance  and  fabric  of  teacher  preparation  programs 
at  both  the  undergraduate  and  graduate  levels  by  creating  a  new 
collaborative  effort  on  the  part  of  education  and  liberal  arts 
faculty  and  teachers  in  the  schools. 

The  composition  of  the  JTTP  recognizes  that  renewal  of  the 
teaching  profession  must  be  a  shared  effort  of  the  state,  local 
education  authorities  and  the  colleges  and  universities;  but  that 
the  lines  of  authority  and  responsibility  must  be  clearly  defined. 
The  goal  of  creating  better  teachers,  better  educated  students,  and 
a  better  Commonwealth  can  be  achieved  only  through  collaborative 
pursuit  of  a  realistic  program. 

Financial  Aid 

One  of  the  final  unfinished  components  of  the  planning  agenda 
set  forth  in  the  Long  Range  Plan  (Phase  I)  is  development  of  a  plan 
for  the  Commonwealth's  student  financial  aid  programs.   A  doubling 
in  the  number  of  separate  programs  and  a  quadrupling  of  funds  over 
the  past  five  years,  together  with  implementation  of  a  new  award 
indexing  system,  have  only  heightened  the  need  for  such  a  plan. 
Thus,  in  "The  Year  Ahead,"  the  Chancellor  called  for  a  Task  Force 
on  Financial  Aid  to  create  a  long-range  five  year  plan  that  will 
assure  college  access  and  choice  for  all  Commonwealth  residents 
while  improving  and  streamlining  the  array  of  aid  programs. 

The  Task  Force,  made  up  of  individuals  drawn  from  public  and 
independent  higher  education,  business,  the  legislative  and 
executive  branches  of  government,  and  the  private  sector,  as  well 
as  the  financial  aid  community,  will  review  existing  progams  and 
develop  a  comprehensive  state  financial  aid  policy,  providing 
enhanced  service  to  students  and  greater  administrative  efficiency. 
Among  the  specific  concerns  being  addressed  are  aid  eligibility  for 
part-time  students,  special  needs  of  minority  and  culturally 
disadvantaged  individuals,  merit-based  programs,  and  the  increasing 
debt  burden  of  college  graduates.   At  the  Governor's  request,  the 
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Task  Force  is  investigating  the  possibility  of  creating  a  state- 
operated  tuition  guarantee  program  to  aid  middle  income  families  in 
preparing  for  college  expenses. 

Staff  Reorganization 

The  new  Regents'  Division  of  Policy,  Planning,  and  Research 
brings  together  the  former  Planning  and  Program  Development 
Division  with  the  data  management  and  research  functions  of  the 
former  Management  Systems  Division.   The  close  alignment  of  these 
two  areas  will  significantly  improve  the  Board's  ability  to  define 
and  analyze  policy  options,  and  to  develop  plans  that  are 
responsive  to  conditions  in  the  system  and  to  the  needs  of  the 
Commonwealth.   Under  the  direction  of  a  recently-hired  Associate 
Vice  Chancellor  for  Information  and  Research,  the  office  is 
undertaking  a  thorough  review  of  its  operations  to  improve  both 
policy  support  and  public  information.   [A  summary  of  current 
enrollment  statistics  is  included  in  Appendix  H.]   In  addition  to 
resources  reallocated  to  policy  and  planning  in  the  staff 
reorganization,  the  Division  will  receive  through  the  FY  1988 
budget  process  a  badly  needed  position  in  Facilities  Planning.  The 
Facilities  Planner  will  provide  a  link  between  the  Policy  and 
Planning  staff  and  the  Regents'  Facilities  Management  group,  the 
campuses,  and  the  Division  of  Capital  Planning  and  Operations  to 
coordinate  physical  planning  with  campus  long  range  comprehensive 
plans  throughout  the  system. 

The  reorganization  has  also  enhanced  the  planning  capabilities 
of  the  Division  of  Fiscal  Affairs  and  Management,  which  assumes 
responsibility  for  management  of  central  data  processing  facilities 
(the  Regents'  Computer  Network)  and  for  oversight  of  computing  and 
telecommunications  resources  systemwide.   The  Division  has  created, 
through  reallocation,  the  position  of  Associate  Vice  Chancellor  for 
Computing  Policy  and  Resources,  charged  with  the  latter 
responsibility.   Provisions  of  the  FY  1988  budget  establish  a 
compliance  unit  within  the  Division  to  monitor  the  effectiveness  of 
Regents'  and  campus  fiscal  controls.   A  particular  focus  of  this 
internal  audit  unit  will  be  to  determine  whether  funds  provided 
through  direct  appropriation  and  allocations  from  reserves  are 
being  spent  for  their  intended  purposes.   It  will  also  determine 
whether  campus  guidelines  for  trust  funds  are  in  conformance  with 
regulations  promulgated  by  the  Regents,  and  whether  appropriate 
controls  are  in  place  for  the  expenditure  of  these  funds. 

Conclusion 

The  Long  Range  Plan,  Phase  I,  summarizes  "Mission  and  Goals  of 
Public  Higher  Education,"  as  Diversity,  Access,  Quality, 
Responsiveness,  and  Accountability.   Five  years  later,  the  Regents' 
planning  efforts,  involving  all  three  divisions  of  the  Board's 
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staff,  continue  to  serve  those  ends.   The  capital  plan,  with  its 
focus  renewing  on  the  distinctive  mission  and  character  of  each 
campus,  builds  diversity  within  the  public  system.   The  financial 
aid  plan  directly  addresses  student  access,  to  independent  as  well 
as  state  colleges  and  universities.   Program  review,  and  the  task 
forces  on  teacher  preparation  and  continuing  education,  are  efforts 
to  meet  the  growing  concern  for  quality  in  academic  programs.   The 
compliance  unit  and  trust  fund  guidelines  contribute  to  account- 
ability in  the  disposition  of  public  funds.   Finally,  the 
reorganization  of  the  Board  of  Regents  staff,  and  the  significant 
steps  toward  integration  of  systemwide  planning  and  administrative 
processes,  represent  concerted  efforts  on  the  part  of  the  Board  to 
improve  its  ability  to  respond  to  the  needs  of  the  Commonwealth  in 
the  vital  field  of  higher  education. 


